Introduction
For this article, Western-based firms are defined as organisations based in Europe or in countries settled by Europeans, including Australia, Canada, and the United States. For the past two decades, Western-based firms have been the primary customers for the global Business Process Outsourcing (BPO) market, estimated to be worth $US 182 billion globally (Harris, Hale, Brown, Young & Morikawa, 2010) . Western-based client firms have primarily chosen BPO providers based in the BRIC countries (representing Brazil, Russia, India, and China), but they increasingly wish to diversify their country-specific risks. Since 2008, South Africa has become one of the world's up and coming BPO offshore destinations. By 2012, South Africa won the National Outsourcing Association's (NOA) UK Offshoring Destination of the Year Award. In 2013, South Africa won the European Outsourcing Association's (EOA) Offshoring Destination of the Year Award (South Africa The Good News, 2013) . The South African call centre industry, a subset of the BPO sector, has grown by approximately 8% per year since 2003, and it directly employs about 54 000 people, contributing 0.92% to South Africa's gross domestic product (GDP) 1 . As an emerging BPO destination, Westernbased client firms evaluating South Africa must consider the country's relative value vis-a-vis alternative locations.
Client firms also have a number of engagement models from which to choose, including captive centres, build-transferoperate (BOT), acquisitions, and outsourcing. Captive centers are wholly owned subsidiaries that provide business services to the parent company from an offshore location. Clients select a captive engagement model when they are concerned about the protection of intellectual property and when they seek a high level of control over offshore operations (Oshri, 2011) . A BOT is a type of arrangement in which a client firm pays a BPO provider to build an offshore delivery center, hire and train employees, and operate it for a short period before transferring ownership to the client company. Clients select a BOT engagement model when they want to access a local provider's expertise in establishing what will eventually be a wholly owned captive center (Vashistha & Vashistha, 2006 ). An acquisition occurs when a company acquires a third-party service provider. A client firm may acquire a third-party provider to expand quickly the client firm 's capabilities. For example, Aetna and AIG both acquired offshore providers to build instantly offshore captive centers (Vashistha & Vashistha, 2006) . Outsourcing is when a client organisation contracts for business services from a third-party service provider (Lacity & Willcocks 2012) . Outsourcing is the only engagement model among these four that does not entail any client ownership.
The engagement models are not mutually exclusive; many large client firms use hybrid versions of these models, like captive centers that also sell their services to custom ers besides the parent company, or joint ventures (Oshri, 2011; Vashistha & Vashistha, 2006) . Many large companies, like General Electric and British Petroleum, use several or even all of these options (Lacity & Willcocks, 2012; Hindle, Willcocks, Feeny, & Lacity, 2003) . Sourcing options also change over time; client firms may for example initially erect a captive centre, and then later sell it ( Oshri, 2011; Oshri & Van Uhm, 2012) .
As evidenced by the NAO and EAO awards, many Westernbased client firms are choosing South Africa as a destination and leveraging South Africa's BPO service advantage through captive centres, acquisitions, and outsourcing. Major companies like Lufthansa, Amazon, ASDA, Shell, and T Mobile, for example, have set up captive centres in South Africa. Providers like Capita, Serco and WNS have acquired, or partnered with, local companies to steer their client work to South Africa's advantageous offering, and new outsourcing deals have been struck, for example Shop Direct-Serco-Teleperformance and iiNet-Merchants (Business Wire, 2011) . Clearly, South Africa seeks to be a major player in the global BPO market, and Western-based client firms examining South Africa as a destination will wish to learn more from early entrants. Thus far, there is little-if any-empirical academic studies on the BPO service sector based in South Africa. 2 This research therefore sought answers to two questions:
1. Why do Western-based client firms select South Africa as a destination for BPO services? 2. Which management practices lead to successful sourcing outcomes in South Africa?
Although South Africa's BPO sector has not been studied specifically by academics, a large amount of prior BPO research can inform the research questions asked above.
2 Whilst we cannot claim with certainty there are no empirical academic articles on BPO in South Africa, we did not fmd any in ABI Inform and EBSCO. In ABI Infonn, no peer-reviewed articles using the search terms "South Africa" and "BPO" in the abstract field were found on May 14, 2013. When the peer-reviewed search was broadened to include "South Africa" and "BPO" in any search field (not just the abstract), 63 articles appeared, but none of these were studies of BPO sector in South Africa. For example, Lanerolle, I. 20 II. 'Convergence and Regulation in South Africa, ' Communications Policy Research Africa Conference Proceedings, 13(3) :47-63 has the words "South Africa" and "BPO" in the text, but the 18 page article has just one sentence on BPO: "For some years, the South African government has identified the Business Process Outsourcing (BPO) sector as a significant opportunity for driving economic growth and job creation" (p. 3). The rest of the article is about broadcasting and telecommunications regulations. In EBSCO, one peer-reviewed article was found when using the search terms "South Africa" and "BPO" in the abstract field. 
outsourcing decisions and
To study BPO phenomena, researchers have appropriated theories from many disciplines, including economics, strategy, and sociology. Theories from economics include Transaction Cost Economics (Coase, 1937; Williamson, 1975 Williamson, , 1991 Williamson, , 1996 , Agency Theory (Eisenhardt,l985, 1989; Sharma, 1997) , and various theories on contracting (Domberger, 1998; MacNeil, 1980) . The main assumption across economic theories is that agents base outsourcing decisions and engage in contracts to minimize total costs and to mitigate risks, such as the risk that an agent or provider will behave opportunistically (Lacity & Willcocks, 2009) . Theories from strategy include the Resource-Based View (Barney, 1991 (Barney, , 1999 , Resource Dependency Theory (Pfeffer & Salancik, 1978; Pfeffer, 1981 Pfeffer, , 1994 , and various theories of firm strategy (Miles & Snow, 1978; Porter, 1985; Pralahad & Hamel, 1990) . The main assumption across strategic theories is that agents build or acquire resources to execute strategies that lead to "winning" (Lacity & Willcocks, 2009) . Theories from sociology include Social/Relational Exchange Theory (Ekeh, 1974; Rousseau, 1995 , Social Capital Theory (Nahapiet & Ghosal, 1998 ), Institutionalism (DiMaggio & Powell 1991 , Power Theories (Pfeffer 1981 (Pfeffer , 1994 , and Innovation Diffusion (Rogers, 1983) . A common focus among these theories is the relationships among agents, including levels of trust and power, feelings of mutual obligation, and social norms (Lacity & Willcocks, 2009 ).
In reviewing empirical tests of these theories in the BPO context, Lacity, Solomon, Yan & Willcocks (2011) coded 615 relationships between independent and dependent variables from 87 BPO articles published between 1996 and 2011 in 67 peer-reviewed journals. For the determinants of outsourcing decisions, which can help inform the first research question, the authors found repeated empirical support that client firms use BPO to reduce total costs (transaction and production costs) as predicted by Transaction Cost Economics (e.g., Saxena & Bharadwaj, 2009) , to focus on core capabilities as predicted by the Resource Based View (e.g., Mahmoodzadeh, Jalalinia, & Yazdi, 2009) and to access provider skills and expertise as predicted by Resource Dependency Theory (e.g., Lam & Chua, 2009) . The authors found a negative relationship between the Critical Role of the Business Process and decisions to outsource, as predicted by theories from strategy (e.g., Sanders, Locke, Moore, & Autry, 2007; Dobrzykowski, Tran, & Tarafdar, 2010) .
Theories of country attractiveness have also been used to study outsourcing decisions and also are particularly relevant to the first research question. A widely adopted theory of country competitiveness is based on three constructs: a country's business, financial, and human resource attractiveness (Malos, 2009; Doh, Bunyaratavej & Hahn, 2009) . A country's business attractiveness is the degree to which a country is attractive to organisations because of favourable business environmental factors such as economic stability, political stability, cultural compatibility, infrastructure quality, and security of intellectual property (IP) (e.g., Malos, 2009; Doh et al,. 2009) . A country's financial attractiveness is the degree to which a country is attractive because of favourable fmancial factors such as labour costs, taxes, regulatory, and other costs (e.g., Malos 2009; Doh et al., 2009) . A country's human resource attractiveness is the degree to which a country is attractive because of favourable people skills and availability factors such as size of labour pool, education, language skills, experience, and attrition rates (e.g., Malos 2009; Mehta, Armenakis, Mehta, & Irani, 2006) . As evidenced by situations such as the political upheavals in Egypt in 2011 3 which halted international investment in Egypt's Information Technology Outsourcing (ITO) services export market, a country's attractiveness can change rapidly.
The BPO literature review also assessed if certain types of country characteristics affected BPO outcomes (Lacity et al., 2011) . In this broad category, only one independent variable had been tested repeatedly, cultural distance. Cultural distance refers to the extent to which the members of two distinct groups (such as clients and providers) differ on one or more cultural dimensions. The greater the cultural distance, the less likely clients reported positive outcomes from BPO. Overall, cultural distance negatively affected BPO outcomes (e.g., Kim, 2008) .
For the determinants of outsourcing outcomes, which can help inform the second research question, the empirical BPO review by Lacity et al., (2011) found a positive correlation between contractual governance and outcomes (e.g., Handley & Benton 2009; Niranjan, Saxena, & Bharadwaj, 2007; Wullenweber, Beimborn, Weitzel, & Konig, 2008) as predicted by Transaction Cost Economics and between relational governance and outcomes as predicted from sociology theories. In particular, higher values for all these relational governance variables were associated with better BPO outcomes: communication, effective knowledge sharing, partnership view (treating the provider as a trusted partner rather than as an opportunistic vendor) and relationship specific investments (e.g., Kim & Kim, 2008; Mahmoodzadeh et al., 2009; Sen & Shiel, 2006) . Other important aspects of relational governance include protecting the partner's commercial interests, resolving conflicts collaboratively, and designing good governance structures (Kern, Willcocks & Van Heck, 2002; Lacity & Willcocks 2013) .
Client firm and provider firm capabilities were also important determinants of BPO outcomes as predicted by theories from strategy (Lacity et al., 2011) . Client firms were more likely to successfully outsource a business process that they could efficiently and effectively manage themselves (e.g., Saxena & Bharadwaj, 2009) . Clients must also develop the ability to manage BPO providers and to manage change during the transition and operation phases (e.g., Sanders et al., 2007; Lacity & Willcocks 2012) . For offshore outsourcing, additional client investments in knowledge sharing and coordination contribute to positive outcomes (Carmel & Tjia, 2005; Dibbern, Winkler & Heinzl, 2008; Lacity & Rottman, 2008) . The provider's human resource management capability was repeatedly identified as an important supplier capability, which is defined as the provider's ability to identify, acquire, develop, and deploy human resources to achieve both supplier's and client's organisational objectives (e.g., Borman, 2006) . In summary, best practices for making BPO decisions and for achieving good outcomes is largely known from prior theoretical and empirical BPO research. However-none of the 615 BPO relationships examined in Lacity et al., (20 11) include examples of Western-based clients building or buying BPO services from South Africa. Because South Africa is an important and emerging, yet under-studied BPO destination, a case study method that is informed by prior BPO research is an appropriate research method. With case studies, prior practices can be assessed in a new context while still providing methodological flexibility for new constructs to emerge (Denzin & Lincoln, 2000) .
Case study research method
Case studies are a suitable method for answering how and why questions about contemporary events over which the researcher has little or no control (Fontana & Frey, 1994; Yin, 2003) . We sought to find r epresentative cases of Western-based client firms that selected South Africa as a destination for BPO services using (a) outsourcing (i.e., contracting services from a BPO provider based in South Africa), (b) captive centre (i.e., erecting a BPO deliver center which is owned by the Western-based company), and (c) acquisition engagement models (a Western-based company purchases a BPO company based in South Africa).
The primary data collection method consisted of in-depth phone interviews with key informants. Interviewees are "key" in that they provide particularly important understandings of their collectivity because they have a particularly rich knowledge of the collectivity through their seniority or through their specialist roles in the setting (Bloor & Wood, 2013 ; Parsons, 2013) . Interviews with key informants are also appropriate for understanding the participant's own perspectives (Kvale, 1996; Klein & Myers, 1999) , when seeking participation from busy or high-status respondents and when seeking answers to questions in which the subject matter is sensitive (Mahoney, 1997) .
Based on the prior BPO literature, we designed two semistructured interview schedules, one for the client key informants and one for provider/partner key informants. For client participants, the interview schedule consisted of openended questions extracted from previous BPO research discussed above on outsourcing strategy, country selection criteria, provider/partner selection, contractual governance, transition of work, ongoing delivery, relational governance, client and provider capabilities, decision outcomes, and overall lessons learned. The provider/partner interview schedule included the same set of questions, beginning with the provider's participation in the client firm's provider selection process. Research sponsors from Business Process Enabling South Africa (BPeSA) (see acknowledgements) reviewed the schedules for clarity and understandability.
With a key informant method, the sample size is less relevant than targeting participants with full knowledge of the phenomenon under study, in this case, leveraging South Africa's BPO service advantage (Creswell, 1998; Ponterotto & Casas, 1991; Seidler, 1974) . Key informants should be selected based on their knowledge of the issues and organisational position (Elmendorf & Luloff, 2006) . In total, this article is based on eleven key informant interviews. With the assistance of BPeSA, we selected eight key informants from four Western-based client firms to study:
iiNet is Australia's second largest internet service provider with revenues of about a half billion Australian dollars and over 1.3 million customers. As the world's largest online retailer, US-based Amazon earned $48 billion in revenue in 2011 and employed 69,000 people. Capita is the UK's largest BPO and professional services company with over £3 billion in annual turnover, delivering back office administration and front office customer contact services to private and public sector organisations based in the UK and Ireland. In addition, three experts on the BPO industry in South Africa were formally interviewed to get a better understanding of industry's strengths and weaknesses.
British Gas, iiNet, Amazon, and Capita. British Gas is a subsidiary of Centrica, a £23 billion British multinational utility company with over 20 million residential and commercial customers and 30,000 employees in the UK.
For each case study, key informants from the client firms responsible for the South African sourcing decision and provider executives in charge of delivery (as well as provider CEOs) were interviewed (see Table 1 ). Initial interviews lasted between 60 minutes and 75 minutes. All interviews were recorded and transcribed. The key informants also shared a large number of documents, including power point presentations, customer satisfaction surveys, and internal and external reports. To analyze the qualitative data, we first wrote up individual case studies, then extracted themes that emerged across the cases. We translated the "themes" into eight management lesson. All key informants reviewed the cases and management practices for accuracy, clarity, and publication permission. To demonstrate research validity and to bring the reader closer to the qualitative data, we include many direct quotes in the case descriptions and lessons (Klein & Myers, 1999) . Overall, the key informants all claim that their sourcing decisions are successful. We begin each case description with a quote that captures the participant's perception of the successful outcome. Next, we describe each client firm's decision to select South Africa as a BPO destination. We describe their reasons, provider/partnership selection, contractual governance, transition, and state of current operations.
Case 1: British Gas "WNS South Africa 's customer satisfaction measures are hitting scores equal to our UK call centres. " General Manager, British Gas Residential
As mentioned above, British Gas is a subsidiary of Centrica, a £23 billion British multinational utility company. British Gas is a seasoned outsourcing client, hav ing outsourced certain processes for over 10 years. Initially, British Gas only outsourced back office processes, for example, a migration of billing systems to SAP. The company then began outsourcing customer-facing call centres domestically to provide resource flexibility. Customer call volumes are seasonal and outsourcing stabilized its resources without the need to hire and retrench employees to meet seasonal demand. Initially, British Gas's sourcing strategy was to keep customer-facing processes onshore, but cost pressures in the UK forced them to reconsider. 
Case synopses
The four cases are similar in that the Western-based client companies all selected South Africa for customer care services, including voice, email, live chat, text, and other customer support services (see Table 2 ). The participants from the four client firms also echoed similar reasons for selecting South Africa, including economic value, high quality service and staff, high cultural compatibility, and favourable time zone. The four cases are dissimilar in the engagement model used-there are two outsourcing relationships, one captive centre that used a BOT model and one acquisition. According to key informant interviews, provider performance has been very good. In particular, the client rates the provider's performance against targets and business value gained as "very good". The client also rated service quality and the service experience as ''very good" . This was rated on tangible physical evidence of delivery, reliability (accuracy and dependability), assurance (giving confidence and trust), and empathy (attention to user While Amazon was providing customer services from the Model Office, Full Circle introduced Amazon to all the South African suppliers that would become its long-term associates, including recruitment partners, connectivity partners, and IT partners. Of course, the establishment of a captive centre is never easy and Amazon had to overcome a number of challenges in South Africa. Amazon had trouble finding enough staff with both verbal and written fluency in German. When staff shortages were severe, Am azon partnered with foreign embassies and consulates in Cape Town in order to access the supply of workers with the requisite capabilities. As an early entrant into South Africa, Amazon had difficulties obtaining immigration documents and hired an immigration specialist to manage that process. (The South African Home Affairs department has since improved the immigration process according to key informants.) Although research participants have cited South Africa's infrastructure as a country advantage, Amazon experienced difficulties with establishing a broadband network because most internet service providers in South Africa had never installed the size of pipe required by Amazon (able to handle speeds of 100 megabits per second).
10 Amazon overcame these obstacles, and today, Amazon's captive centre for customer services has about 1 100 employees. The centre provides a range of phone, email, and live chat services, including inbound customer service for the US, UK, and German retail businesses, "how to" assistance and more technical support for Amazon's Kindle e-reader, and support for the Amazon's US digital businesses, including Amazon Instant Video, the MP3 store, Cloud Drive and Cloud Player. 
Lessons for Western-based client firms
The research sought to extract lessons for other Westernbased clients considering South Africa as an offshore destination by answering two questions about Westernbased clients already sourcing BPO services from South Africa:
For Western-based client firms considering South Africa as a destination for outsourcing, for erecting a captive centre, or for acquiring an existing BPO provider, eight lessons arise from the case studies (see Table 3 ). Two lessons pertain to country selection criteria associated with the first research question: First, South Africa complements the global portfolio for many Western-based companies, particularly for those companies that already have centres established in India, the Philippines, and Eastern Europe. Second, South Africa's value proposition cannot only be about costs because other locations are cheaper; South Africa's value proposition is about overall economic value, high quality staff, high cultural compatibility, and a favourable time zone.
Lessons 3 through 8 pertain to the second research question about management practices that lead to successful iiNet Amazon Capita X X X X X X X X X X 4. Invest in enough resources, particularly leadership, during the transition X X X 5. Resolve issues, don't assign blame 6. Protect the providers' commercial interests 7. Governance: when to lead, when to follow 8. BPO relationships transform lives and communities Lesson 1: South Africa complements the global delivery portfolio for many client firms. The literature posits that managers base location decisions by assessin g a country's business, fmancial, and human resource attractiveness (Malos, 2009; Doh, Bunyaratavej, & Hahn, 2009 ). Our research finds that country location decisions are not made in isolation, but rather managers consider new locations visa-vis prior location decisions. For companies like iiNet and Capita, South Africa was a welcome addition to their existing service centre locations. For iiNet, South Africa complemented its other call centre locations in Perth, Sydney, and Auckland. Cape Town's time zone would mean that iiNet could provide 24 hour customer support without having to make employees work the "grave yard" shift. Most of Capita's delivery centres are based in the UK because of the advantages of close proximity to clients, deep domain understanding, high cultural compatibility, reduced business risks, and rapid responsiveness, but the UK centres have the highest relative costs. Some clients want lower costs and thus need offshore destination options. Capita's nearshoring centres in Northern Ireland are attractive to UK clients, particularly for clients that have never offshored services before. Capita's Polish delivery centre in Krakow is further away from Northern Ireland, but has its advantages including lower wages, is still within the European Union, can scale multi-lingual capabilities, and has high mobility of the workforce (e.g., fewer visa issues). India, obviously, has the best cost advantage relative to other locations. Capita added Cape Town to its global delivery platform because it offered a unique mix of cost advantage, front office capabilities, accent neutrality, high cultural compatibility, and favourable time zone. Capita's Director explained the types of UK clients selecting the South African delivery centre, "The clients that we're bringing down [to South Africa] Lesson 2: South Africa's value proposition cannot only be about costs. Transaction Cost Economics posits that managers will select the low cost sourcing alternative, but clients and providers from all the case studies reported that South Africa is not the ch eap est location. If cost is the major criterion, India and the Philippines still prevail as low cost leaders. Instead, South Africa's value proposition is about overall economic value, high quality staff, high cultural compatibility, and a favourable time zone. To illustrate this lesson, we draw upon iiNet's story. In selecting any destination for a new call centre, iiNet's main concern is customer service excellence. iiNet selected South Africa and Merchants because of the overall value, not because they were the cheapest option. According to iiNet's General Manager: "South Africa is certainly not the cheapest outsourced destination" and "Merchants may not be the cheapest outsourcer, by any stretch of the imagination, but we were happy with the business case as long as we didn 't substitute what we had to do ffor customer service]." In fact, iiNet walked away from a lower cost destination because senior management did not think they could get the same level of quality as they do in Australia, New Zealand, and Cape Town.
Lesson 3: For best results, find a partner not a vendor. Consistent with the BPO research on relational governance, the clients in this study hold an attitude called the "Partnership V iew" in which a client regards the provider as a strategic partner r ather than as an opportunistic vendor (Lacity et al,. 2011 ; Lacity & Willcocks, 2013 ; Sen & Shiel, 2006 (Carmel & Tjia, 2005; Dibbern, Winkler & Heinzl, 2008; Lacity & Rottman, 2008) , many clients failed to invest in enough resources during the transition because they did not want to erode the financial business case. Yet, service excellence cannot happen without investing in resources like onsite managers and investments in knowledge transfer (e.g., shadowing, mentoring, and training) (Carmel & Tjia, 2005) . Across all the South African cases, clients mentioned the value of investing in enough resources, particularly leadership, during transition. For example, British Gas assigned a fulltime operations manager to work daily at Fusion's delivery centre. This onsite liaison is obviously a costly investment for British Gas, but it is a best practice to protect quality. (Kern et al., 2002; Lacity & Willcocks, 2012) , we learned that each partner cares about the other party's commercial interests. This is not altruism; it is actually in the client's best interest to care about and protect the provider's commercial interests and vice versa because service performance is directly tied to fmancial performance. In prior ITO research, for example, Kern et al. (2002) examined what happened to outsourcing performance when providers failed to meet their margins. In 15 cases of missed provider margins, 12 clients (80%) reported poor outsourcing performance. In 70 cases when the provider met its target margins, only 19 clients (27%) reported poor outsourcing performance (Kern et al., 2002 (Handley & Benton, 2009; Lacity et al., 2011; Niranjan et al. , 2007; Wullenweber et al., 2008 (Babin & Nicholson, 2012; Porter & Kramer, 2006; Porter Kramer, M. 2011; Viviers & Eccles, 2012) and is clearly a priority for two of the case study firms. The clients and providers from these two cases described their CSR practices by explaining how their BPO relationships transform the lives of their employees and the communities in which they operate. British Gas encourages employees to help their communities. 14 In South Africa, British Gas and WNS South Africa care not only about their employees but also about the communities in which they operate. Helping Hands is one of their preferred charities, based in the Carterville township of Wellington. It supports children that have been affected by HIV/AIDS or fetal alcohol syndrome. WNS South Africa found in this charity a support structure to equip the affected children with the necessary life skills to eventually take responsibility for their own well-being. 15 iiNet serves as another example of CSR. iiNet's General Manager for Customer Service said, "For us in Cape Town, you know, we do a number of things like supporting local charities, local initiatives, and things like that. That also highlights how much we care." iiNet's General Manager for Customer Service also discussed the BPO industry's effect on South African employees. He said, "When we started this business in Cape Town, it was very clear to us that we were actually changing people 's lives. So, for instance, a lot of our staff before they came into training and before they came into iiNet, had never used the internet before, yet they're servicing customers at an ISP. " 13 British Gas's Call Centre in Cardiff has been named both 'European Call Centre of the Year' and 'Best Centre to Work for in Europe' for the second year numing. The company also won the award for 'Large Contact Centre of the Year (over 100 seats)' in 2010, and was also highly commended for 'Best Centre for Customer Service'. 14 http://www.britishgas.co .uk/about-us/about-British-Gas/awards.html 15 Presentation "British Gas Cr edit Energy in partnership with WNS Fusion in South Africa"
Limitations of the study and future research
This research has a number of limitations. Key informant interviews have two main drawbacks, namely informant bias and random error (Kumar et al,. 1993) . Prior research suggested that multiple informants per site can increase the reliability and validity of fmdings (Seidler,1974) . For all of the cases, we interviewed at least two key informants, and the client and provider perspectives were represented for all cases. The four selected cases were a limited sample in that all focused on front-office services, i.e., customer support and call centre services. All cases are based in Cape Town. South Africa's BPO sector includes other, though as yet not primary, BPO capabilities, including legal and financial services that are not represented in the present study. Other South African c1t1es, most notably Durban and Johannesburg, are also important BPO hubs and worthy of further examination, though, at present, Cape Town represents the majority of captive and BPO expenditure in South Africa according to BPeSA. These cities and services are the subject of a future study by the authors.
Conclusion
Based on four case studies, the research finds that, for the UK, US, and Australian client companies in this study, South Africa's value proposition is not just based on costs as other locations are often cheaper. South Africa's value proposition is about overall economic value, high quality service and staff, strong cultural compatibility, and a favourable time zone. The findings reveal also that South Africa complements the global portfolio for these client firms that already have BPO centres in India, the Philippines, and Eastern Europe. Pertaining to best practices, this research found that many general lessons from prior BPO research is relevant for the context of South Africa. Western-based clients choosing to receive business services from South Africa using outsourcing, captive centre, or acquisition engagement models need to adopt sound governance practices, particularly in terms of treating the provider as a partner, resolving issues in a collaborative manner, protecting's the provider's commercial interests, and designing effective governance structures that balance home office needs with South Africa's needs. Westernbased clients also need to invest in enough resources, particularly leadership, to help develop the provider's middle management capabilities.
